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Research Objective
Draft and pilot an audit tool capable of pulling localized, comparative 
labour market job data, with an eye to propelling LMI-informed 
employers to adjust their terms and conditions toward ‘good jobs’[i].

Research Question
How can workforce development intermediaries like HWTC help 
employers improve job quality and recruitment, by leveraging Labour 
Market Information (LMI) data?

Primer
The Government of Canada reports that “the accommodation and food 
service industry is grappling with labour shortages for staff amidst 
heightened wariness around physical, in-person work, unstable hours 
and working conditions, and low pay and poor benefits. All of these 
factors are pushing current and potential employees to other sectors as 
many staff recognize that other jobs with similar entry level requirements 
tend to have steadier hours, more upwards mobility and less reliance on 
tips.”[ii]

Canada’s accommodation and foodservice sector has experienced the 
deepest, widest and most traumatic workforce impact across sectors, as 
a result of Covid-19. Furthermore, the sector’s recovery has been slow, 
and unprecedented labour shortfalls are ready evidence of shifting 
employer needs and job seeker opportunities. Across the 
accommodation and foodservice sector, which encompasses nearly 10% 
of Canadian jobs, there are more than one empty position for every 10 
employed workers. Within foodservice, the sector represents +6% of all 
jobs, but a disproportionate +20% of the country’s job vacancies. In this 
context, studies show that +80% of sector employers are reporting 
severe challenges recruiting and retaining a skilled and ready 
workforce.[iii]

In the face of compelling macro-level sector trends, where the demand 
for labour significantly surpasses the available supply, employers and 
sector leaders are confronted with the critical need for timely, locally-
relevant, and pragmatic labour market insights. Access to such evidence 
is imperative as it enables employers to comprehensively understand the 
dynamics of their local labour market competition. This understanding 
further empowers them to refine their current job profiles to align with 
evolving roles and enhance their overall job competitiveness, thereby 
positioning themselves strategically to attract and retain top talent in 
a highly dynamic and competitive landscape.

[i]Future Skills Centre (FSC), 2023. Quality of 
Work: Literature Review.  Body

[ii] Government of Canada, 2023. 
Accommodation and Food Services (NAICS 72): 
Ontario, 2023-2025 Body

[iii] Restaurants Canada, 2023. Foodservice and 
Accommodation Employment Surpasses One 
Million Jobs in August. Body

Government of Canada, 2023. Accommodation 
and Food Services (NAICS 72): Ontario, 2023-2025 
Body

Tourism HR Canada, 2024. Tourism Labour Force 
Survey. Body

Tourism SkillsNet Ontario, 2024. Workforce 
Issues, Opportunities, and Impact, 3rd Edition. 
https://tourismskillsnet.ca/tool-
resources/research-and-reports/. 

Labour Market 
Information, 
versus Intelligence

Labour market intelligence is 
labour market information (LMI) 
that has been processed, 
analyzed, and interpreted before 
being presented to the public. 
Labour market intelligence 
creates insights that are helpful in 
decision-making activities related 
to the job search, career planning 
process, and understanding the 
labour market better.

By helping interpret LMI in an 
accessible and localized manner, 
workforce intermediaries can help 
job seekers and employers 
achieve their workforce goals. 
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Concurrently over the past few years, LMI quality, 
timeliness, and accessibility have come a long way, 
helping policy makers and local governments, 
business leaders, job seekers, workers, students, and 
workforce development intermediaries make better-
informed workforce decisions. Improvements in LMI 
dashboards and evidence-based projections, such as 
those generated by OpportuNext, are helping 
stakeholders plan and respond to evolving 
labour market conditions.

Yet, at the organizational level, there is no evidence that 
hospitality and foodservice employers are accessing this 
data and leveraging these tools to actively address their 
workforce challenges.

As a result, HWTC set out to investigate opportunities to 
present and offer employers more actionable insights, 
improved knowledge, and workable solutions to 
address workforce shortages by introducing LMI 
resources.

A Good Job Framework for HWTC
This is a general framework to describe and establish a common vocabulary for what we mean when we 
say “Good Jobs” at HWTC.

Fair and livable wages: Employees are paid a wage that allows them to meet their basic needs 
and have a decent standard of living. In Ontario, this rate varies by locality and should be in line with the 
most competitive opportunities.

Benefits: Employees have access to benefits such as health insurance, paid time off, retirement plans, 
wellness programs, discounts, and flexible schedules.

Safe and healthy working conditions: Employees are trained in proper health, safety, and 
compliance practices and are aware of their rights and responsibilities.

Safe mental health conditions: Workplace mental health refers to the emotional, 
psychological and social well-being of employees in the workplace.

Career mobility potential: Employees have opportunities for upskilling, transition to more 
desirable opportunities, and/or advancement where possible within the company.

Flexible Scheduling: Employees and Employers work together to create flexible schedules that 
enable employees to balance their work and personal responsibilities.

Respectful treatment: Everyone is treated with respect and dignity and is not subject to 
discrimination or harassment.

Transparency: Employers are transparent about company policies and practices. This can include 
comprehensive onboarding plans, regular company-wide communications, company newsletters.

Employee Engagement: Employers create a culture of engagement, feedback, open 
communication and recognition to employee work and idea.
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Our working hypothesis is that if employers have 
relevant data intelligence regarding their market 
competitiveness for top talent, they might become 
incentivized to adjust their terms of employment to 
better attract job seekers. In addition, we believe that 
improved terms of employment can result in 
improved job quality and working conditions for 
employees.

The Future Skills Centre (FSC): “Canada’s 2022 budget 
report stresses the importance of ‘good jobs’ and 
proposes investments in social support systems (e.g., 
childcare, workers benefit, employment insurance 
sickness benefits) and education and training 
connections, and raises in the minimum wage and 
mandatory sick leaves. It is a timely issue linked to the 
individual, family, business, and national well-
being.” Ultimately, our aim is to equip employers with 
actionable insights and improved knowledge to 
address workforce shortages by introducing relevant 
LMI resources, as LMI-informed employers may adjust 
employment terms to attract talent, leading to 
improved job quality and working conditions

Investigative Approach
With an investment from the Future Skills Centre 
(FSC), HWTC worked with our partners at the 
Conference Board of Canada to refine our research 
strategy and data collection tools over a nine-month 
period. Together, we undertook a grounded research 
approach to:

▪ Scan existing employer-focused LMI tools that are 
informed by aggregated job posting data sets.

▪ Investigate potential job data sources that could 
be integrated to enrich the comparison process 
for hospitality and foodservice employers.

▪ Prototype an audit tool capable of pulling 
localized, comparative labour market job data, 
specifically for employer uptake: The Job Ad 
Optimizer (JAO) platform.

Job Board Data Scraping:
Job board data scraping involves the 
automated extraction of information from 
digital job boards where employers post job 
openings and individuals search for 
employment opportunities. Through web 
scraping techniques, automated scripts 
navigate job board websites, details such as 
job titles, descriptions, qualifications, and 
locations are collected from various postings. 
This process provides a comprehensive 
dataset that reflects the dynamic landscape 
of job opportunities across industries and 
regions at a specific point in time.

Cleaning, Editing, and Tailoring for LMI:
Once raw job board data is collected, it 
undergoes a refinement process to make it 
suitable as Labour Market Information (LMI) 
for specific users. This involves cleaning tasks 
such as removing duplicates, handling 
missing values, and standardizing formats to 
ensure data accuracy and consistency. 
Further editing includes categorizing similar 
job titles, standardizing terminology, and 
formatting dates for uniformity. The tailored 
LMI is then customized to meet the needs of 
users, such as employers or policymakers, by 
emphasizing relevant information, enhancing 
its applicability, and visualizing key trends for 
more accessible interpretation. This curated 
LMI serves as a valuable resource for 
strategic decision-making in areas such as 
talent acquisition, workforce planning, and 
policy development. 

[Reference - LMiC, (2020). How Representative are 
Online Job Postings. https://lmic-
cimt.ca/publications-all/lmi-insight-report-no-36/; 
and Assessing Skills Measures Using 21st Century 
Technologies. https://lmic-cimt.ca/publications-
all/lmi-insight-report-no-32-through-the-looking-
glass-assessing-skills-measures-using-21st-century-
technologies/]
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HWTC engaged 9 hospitality and foodservice employer partners (N:5/9 small, N:1/9 medium, and N:3/9 
large) and conducted more than twenty one-on-one sessions, to inform the piloting of a prototyped Job 
Ad Optimizer. To reach and engage with these key informants, HWTC issued an open call to more than 
300 sector employers who already regularly engage with us to address their workforce development 
needs. Pilot Partners worked one-on-one with an HWTC Workforce Solutions expert to establish 
baseline information including; business size, essential operational standards, current job profiles and 
relevant recruitment practices. Workforce Solutions Specialists supported pilot partners to use the 
platform to conduct optimization audits of 2 job postings and assisted the employer partners to 
interpret results.

(Interview Guides attached, Appendix 1).

“The comparison of job terms such as physical 
requirements were low, I was surprised that 48% of 
employers posting this job had mentioned physical 
requirements.” - Pilot Employer

We asked employers about:

As the research component of this initiative unfolded, we realized an opportunity to further enrich 
the LMI potential of this tool beyond the Model of Occupations, Skills and Technology 
(MOST) database, through the addition of real-time and unedited Canada Jobs Board job posting 
data. An early learning of this project was that MOST data sets are specially structured for the needs 
and opportunities for post-secondary job seekers, and not necessarily suited to the needs of 
hospitality and foodservice employers. Consequently, the integration of the Canada Jobs Board job 
posting data emerged as a pivotal enhancement to our LMI tool, addressing the specific and 
immediate needs of local hospitality and foodservice employers, offering a more comprehensive and 
tailored approach to workforce insights.

All personal or personally identifying information collected through the course of this project was 
held confidentially. Learnings within this report have been anonymized and limited to business-
related insights that would best support the priorities of this project.

The value and relevance of the 
LMI as presented on the JAO

Their experience using the JAO digital 
platform, quickly and efficiently. 
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Our company uses 
'Insights' from Indeed 
that they pay for -
it gives them a 
competitor score to see 
how they rank up on 
the market - but 
nothing for composing 
job ads themselves.  
They would use the 
tool to fill the roles 
posted in surrounding 
areas, not for GTA as 
there is a high 
applicant base for 
Toronto.

LEARNING #1 

Pilot Learnings

To stay ahead in a tight labour market, employers 
can be empowered with the Job Ad Optimizer’s LMI 
insights to better attract and retain workers in a 
competitive labour market. Insights from the tool 
provide comparative data that enables employers 
to attune the content of their job postings and the 
terms of employment offered to meet the specific 
localized demands of their industry and region.

Pilot partners’ feedback was both positive and 
promising. Reflecting on their experience using the 
tool in consultation with an HWTC workforce 
solutions expert, all of this projects’ N:9 pilot 
employer partners expressed their interest in: 

Accessing ever-richer, and 
locally-relevant LMI insights 
for their in-demand positions 
through the HWTC’s 
Job Ad Optimizer (JAO)

Currently, the JAO comparisons are informed 
by more than 20,000 daily hospitality and 
foodservice sector job posting updates, 
generated by the Canada Job Bank for all of 
Ontario. While this is an impressive number, 
localized (more granular) data analysis can 
always be further enriched with the addition 
of more local and sector-focused data. In the 
case of Ontario’s hospitality and foodservice 
industry, Indeed.com was of special note 
amongst the key informants. 

- Pilot Employer
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Quickly and meaningfully situating their own terms and conditions 
against current and local competitors

The pace and complexity of the labour challenges faced by the hospitality and foodservice sector 
make long-term projections and historical trends unreliable. To stay competitive, employers were 
more interested in understanding the competitiveness of their recruitment and retention 
approaches, in the “here and now,” so that they could react more quickly and effectively. The 
“Heatmap” feature of the JAO was a highlighted favourite, allowing users to instantly view and 
compare their job postings, to those of their local competitors’ current job postings. 

LEARNING #2 

LEARNING #3 

Tracking and sharing the insights over time,
to inform their organizational workforce 
strategies (and the real impact of JAO)

The length of this pilot project limited our ability to collect evidence 
of longitudinal impact. Still, we believe that improving the quality 
and competitiveness of job ads will result in improved terms of 
employment, stabilizing the workforce of JAO users.

An opportunity to extend the use of the tool with the pilot partners over a longer period of time, 
would establish the return on investment (ROI) potential of the Job Ad Optimizer for sector 
employers. Aggregating employer experiences and outcomes, over time, will also inform a viable 
business case for employers’ adoption of tailored LMI insights.
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“I would like to be able to click on the map markers to see a quick glance 
of who the competitor is, for example, hotel, catering, restaurant, kitchen 
in healthcare setting.  we expect to see a higher wage in unionized 
environments.” 

LEARNING #4 

Generating optimized job ads that reflect the comparative analysis for 
ready use
While the pilot informants inherently recognized the value of the comparative insights generated by 
JAO, they also expressed a shared desire for a more tangible product. Specifically, they emphasized 
the importance of receiving a professionally crafted, “optimized” version of their job ads at the 
conclusion of the consultation. This enhanced feature would not only simplify the outcomes and 
result in easier adoption and adaptation of their job ads, it would also provide a useful document to 
present to senior decision makers and support change advocacy efforts.

Job Ad Optimizer is an important 
solution for small and medium 
sized employers
Our research established a greater need for low-
barrier LMI access and evidence-based supports 
for small and medium enterprises (SME) (N: 6/9) 
than for larger employers (N: 3/9). Small and 
Medium Enterprises are greatly overrepresented 
within the hospitality sector. They and are 
struggling to respond to the realities of a changing 
workforce and to consumer expectations. Unlike 
larger employers, who often have internal HR 
teams and can afford greater investments in LMI 
evidence to support their recruitment, hiring and 
retention efforts, SMEs, tend to have fewer such 
resources and struggle more in a competitive 
labour market. Low-barriered access to the 
tailored LMI insights generated by JAO offer a 
competitive opportunity.

Employer Pilot Participant
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Reflecting on Our Learnings

The objective of this project was to draft and pilot an audit 
tool capable of pulling localized and comparative labour
market job data, with an eye to propelling LMI-informed 
employers to adjust their terms and conditions toward 
‘good jobs’.

Throughout this project, our key insights revolved around 
the nature of raw Labour Market Information (LMI). We 
delved into the depth of available sources, assessing the 
richness of information and its breadth, considering the 
variety of and timeliness of sources. Our examination shed 
light on the strengths and limitations within the existing raw 
data landscape and enabled insight into the scope and 
areas of opportunity for translating existing data into a 
usable resource for hospitality and foodservice employers.

Our project surfaced a discernible gap in the market 
concerning the accessibility and relevance of LMI for 
individual employer needs. While LMI is abundant, there 
exists a gap in presenting it in an accessible and pertinent 
structure that supports real-time decision-making at the 
employer level. This sparked our interest in refining data 
sourcing and delivery mechanisms that would tailor LMI to 
meet the specific, location and time-sensitive requirements 
of individual employers. Our goal was to bridge the gap 
between the wealth of available information and its 
practical application in the here-and-now context.

Our learnings made evident the opportunities that rapid 
advancements in digital data management, cloud-based 
software and AI technologies have on the prospect of 
customizing and improving access to labour market 
intelligence for employers.

The availability of these tools broadened our understanding 
of what is possible to curating and presenting relevant and 
useful data to employers. It shifted our focus from a manual 
(pen and paper) draw-down, analysis and presentation of 
data to a much more efficient, less time consuming and 
user-directed digital platform.

Pilot Highlight

A medium-sized hotel in 
Kingsville, Ontario, reported 
having challenges in engaging 
the right candidates for their 
open Room Attendant positions. 

Working with HWTC specialists, 
they optimized their job ad and 
received a detailed report on 
how the contents of their ad 
compared to that of their 
competitors hiring for the same 
position at the same time.

With the report they identified 
elements of the job opportunity 
that they had not included that 
their competitors had, elements 
of the ad that might be better 
articulated, and informed 
internal discussions about the 
competitiveness of their terms of 
employment. 

After revising their job ads with 
the support of HWTC, they 
reported that they are receiving 
more candidates and that those 
candidates are more suitable. 
They will continue to provide 
feedback on the impact of the 
JAO over the coming months. 
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With this work, we believe we have exceeded our initial learning and development goals: What 
began as an assessment tool designed to extract localized, comparative Labour Market 
Information (LMI) through the MOST dataset, has evolved into a fully realized, innovative digital 
platform aimed at guiding informed adjustments in hospitality employers' conditions towards 
'good jobs’. 

This platform stands ready for immediate use, empowering employers to effortlessly compare 
their existing employment terms with those offered by local competitors hiring for similar 
positions. This transformation underscores our commitment to delivering practical solutions that 
not only meet but exceed the evolving needs of the hospitality sector.

For Further Investigation
This project offered a small pilot of an LMI tool created for and targeted at the unique needs of 
hospitality and foodservice employers. We were able to collect essential feedback on the 
relevance, interest, application and potential of this new approach to local LMI uptake by 
employers. Key areas of further learnings include: 

1. Exploring the impact of identifying and integrating additional data sources in order to enrich 
the accuracy of local comparisons. Will more data result in richer and deeper LMI analysis that 
is even more population, sector, and regionally-specified (For example, social media, Indeed or 
Pearson Airport Job Board data)?

2. Identifying whether the automation of optimized job ads and their distribution improves job ad 
quality and competitiveness. Do improved job ads result in improved job quality? 

3. Assessing the impact of the JAO tool as employers use it over time and establishing key 
indicators of reach, engagement and retention. Will this establish a link between improved 
terms of employment with improved recruitment and retention?

4. Exploring the potential of our research and data learnings to inform LMI policy and mobilize 
innovation in the workforce development ecosystem. The availability of localized, real-time 
labour market data for Canadian labour market intermediaries is expanding rapidly. Will this 
provide employers and workforce development intermediaries with the opportunity to 
collaboratively explore, experiment, and promote high quality employer focused tools.

Focused, locally-intelligent and timely workforce data is more relevant and accessible than ever 
before. In order to make this wealth of data into true labour market intelligence, labour market 
intermediaries have a key role to play. Our focus will continue to be on aligning these insights with 
the needs of our program participants, employer partners, and the broader enhancement of 
workforce development strategies.
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DATE:
EMPLOYER NAME:
CONTACT NAME:
TYPE OF BUSINESS:

Job Ad Optimizer Project: for this section, focus on user experience.

Pre-conversation: The Job Ad Optimizer will provide you with key sections of Employment terms. 
You are to select those that are listed in your job posting. For example: Security Requirements will 
ask you to identify in your job and asks for criminal record check, vulnerable sector check and or 
references. Select any or all of those currently present in your existing job ad. If you do not have 
those elements, you do not have to select anything. If there is something you believe is a valid 
comparator, for example Pub as opposed to Gastro Pub, you may want to choose that for 
comparisons sake.

At the end an Optimization Report will be automatically generated for you. It will analyze and 
compare the employment terms and conditions listed in your job ads with those of your local 
competitors who are hiring the same positions in your location.

Privacy and Confidentiality: This discussion is part of a pilot project to explore the relevance of a 
comparative job ad tool for hospitality employers. Your personal information will be handled with 
respect and care, and we will ensure the privacy your company. For research purposes answers 
will be aggregated and none of your responses will be identifiable.

We have 18 questions that I will be asking you today, our conversation should last no more than 
45 minutes.

Mobile and Desktop Testing: We will ask you to test the tool twice, once on your desktop and once 
on a mobile device. This will take only a few minutes of your time. The URL is: workforce.hwtc.ca

Introductory Questions

1. What is the size of your organization?
2. What roles and positions have you had the hardest time filling?
3. What is your average turnover rate?
4. On average, how long do your open positions remain unfilled?
5. Which platforms do you use to promote job ads? (Social media, Indeed, Monster?)
6. Do you have problems recruiting and retaining and do you think those challenges are the same 

or different?

Appendix 1: Pilot Employer Interview Guide
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Questions to ask employers once they have completed using the tool:
Phone call and/or share screen to take them through the tool 

1. How long did it take you to use the tool from start to finish? (Prompt - we do this with them or ask 
them to time themselves)

2. How relevant were the Employment Terms sections to your job posting content? 
3. Were the optimization results easy or difficult for you to digest?
4. Were the optimization results helpful in understanding how you compare to your competitors? 

a. Which comparators were the most interesting/useful for you?
b. Which comparators were the least interesting/useful for you?
c. Why?

5. Are there any other comparators that you wish were in this optimization report?
6. Did this tool help you identify any employment terms that you do offer and that you did not 

include in your job posting? Will you add them to future postings? If not, why?
7. Were the optimization results compelling enough for you to change terms of employment in your 

job ad?  
a. If yes, will you share which ones?
b. If no, why not?

8. What do you think should be the next step after receiving your job ad optimization report? Would 
you require assistance to improve your job ad?

New Topic – Navigation

1. On a scale from 1-5 how easy was the Job Ad Optimizer to navigate? What did you like the most, 
what did you like the least, and what are any suggestions you have?

2. Did you find any differences using the desktop versus the mobile tool? If there is a preference, 
which one did you prefer?

3. Anything else you would like to share to help us better curate current and local labour market 
information/terms of employment that will help you make better hiring and recruitment decisions? 

4. Did you like this tool and find value in it?  Would you recommend the tool to your peers?

What’s Next

Thank you for your time. We really appreciate your feedback, and we will use it to improve upon and 
further develop this tool. This is our first attempt at generating a comparative report, your feedback 
will help us to improve on content, usability and functionality. We would be very happy to share the 
updated tool with you in the near future.

The Job Ad Optimizer is part of a suite of tools we are developing to assist Hospitality employers to 
recruit and retain the best talent. Over the next few months, we will be sharing exciting new products 
and services. We look forward to continuing to work with you. 

PAGE 12



REFERENCES

1. Future Skills Centre (FSC), 2023. Quality of Work: Literature Review.  

https://fsc-ccf.ca/research/quality-of-work-literature-review/ 

2. Government of Canada, 2023. Accommodation and Food Services (NAICS 72): 

Ontario, 2023-2025. https://www.jobbank.gc.ca/trend-analysis/job-market-

reports/ontario/sectoral-profile-accommodation 

3. Restaurants Canada, 2023. Foodservice and Accommodation Employment 

Surpasses One Million Jobs in August. 

https://www.restaurantscanada.org/resources/foodservice-and-accommodation-

employment-surpasses-one-million-jobs-in-august/ 

4. Government of Canada, 2023. Accommodation and Food Services (NAICS 72): 

Ontario, 2023-2025. https://www.jobbank.gc.ca/trend-analysis/job-market-

reports/ontario/sectoral-profile-accommodation 

5. Tourism HR Canada, 2024. Tourism Labour Force Survey. 

https://tourismhr.ca/labour market-information/tourism-labour-force-

survey/?utm_source=TourismHRInsider&utm_campaign=2024-02-

13&cmp=1&utm_medium=HTMLEmail

6. Tourism SkillsNet Ontario, 2024. Workforce Issues, Opportunities, and Impact, 

3rd Edition. https://tourismskillsnet.ca/tool-resources/research-and-reports/

7. Future Skills Centre (FSC), 2023. Quality of Work: Literature Review.  

https://fsc-ccf.ca/research/quality-of-work-literature-review/



a b o u t  h w t c

The Hospitality Workers Training Centre (HWTC) is a not-for-profit,  sector-specific 

workforce development organization focused on supporting a strong and healthy 

hospitality industry in Ontario, Canada. 

Started in 2004, HWTC provides career-long learning opportunities for hospitality 
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